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 MEMOBAYDUM FORs HON. ALLEN W, DUTLXS, DIRECTOR, CEWPRAL INTELLIGRNOE

amt Organization of Centrel Ihtélliganoo Ageney

1. In scoordance with your directions there is submitted herowith & proposed organizatlon
%'of the Central Intellipgence Agency. In view of the fact that I feel that ssrtain regroupings
*and realleestions of responsiBilitics require eerly, if not immediate, atteation this report ias
submitted for yewr consideratd#h prior to completion of my orientation in the Agenay.

2, Attgetion is imvited to the charts accompanying this memorandum which set forth, in
genayal, M8 -responsibilitfes of the Direstor of Centrel Intelligenee, end the instrumentalities
through wideh these respensibilities may properly, adequately and efficiently be discharged,

' 3. It will be noted that the responsibilities of the Director of Cantral Intelligence are
divided into two separate anl distinet groupings, amd that the dlecharge of these two groups of
responsibilities is effectuated through two Deputiss, One of the Deputies is responsible for
_the ustion of finfshed Intelligence and for all administration and training, less that
apeo, )y chayged to the Clandestine Servioes functianing wnder the other Deputy., This lat-
‘Yo Deputy, under the Director, is responsibls for all operational functions of the Centrel
Intelligence Agency.

“ 4o It is a fundamental of sound orgenisation that mo executive should have less than three
noy more than five subordinates reporting directly to him in an administrative and command chein,
This prinsiple is violated in the case of the senlor Deputy, in that six "boxes" are shown in his
direct chain of command, However, since one of these "boxes" is that of Intelllgence Coordination,
primerily s seoretarist for the Intelligence Advisory Committee, thie grouping is felt to be
Justified.
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5. The purpose of this proposed regrouping of duties and responsibilities 18 to provide
the Director of Centrel Intgdligence with the mechanism whereby he oan discharge his tremendous
responsibilities, yet, at 4he pame time, free him from the enormous persomal administretive
burden now imposed upon him, The Director will have just four individuwals reporting directly
to him through whom he will discherge his responsibilities. These are: (a) his personal
Secretariat, (b) kis Inspector Gensral, (o) his Deputy charged with the production of ALL
Intelligense, and (d) his Deputy charged with directing the opsratiomsl funetions of Central
Intelligenoce Apgency, as distinet from the Intelligence produotion ftmctlou vith which the
Director im Mﬂc

6. Unlder the senlor Deputy are indioated, sl

grouped, as pwdmuly
- functions, These include the foll divisionst (a) Research and Reports, (b Natiml Esti-
B s, (¢) Intelligence Coordination, (d) Sclentific Intelligence, (0) Currmt Intelligence, and
Wmmmum and Training. _

g 17. Under the junlor Deputy are grouped all operational funciions of the Agency, These
“4melude the folloiring divisions: (a) Commmications, (b) Technical Services, (c) Covert Operationa,

ard (d) Overt Op"ations

8. Atﬁuﬁm is invited to the faot that under the divisional groupings enumerated in Para-~
graphs 6 and 7 there is a further hreakiown, slong functional lines. It is felt that no further
bresklown should be indicated, but that the individusls heading these wvarious divisions should be
permitted & reasoreble time in vhich to orgenize their divisions as they see fil. They might,
within thres months, then be ingpected Ly the Direstor, the Inapector Cemerel and the Deputy to
vhom they are yresponsible and be required to justify their orgenimation from the stendpoint of
functional efficlency and economyy of personnel and funds. Smhimp-ctionlﬂmﬂdboudo again
after an elapu of pix months, and anmmlly thereafter.

9, The Agenoy appears to be grossly over-staffed and over-administered, In fact, I am
astounded at the mmber of personnel whose sole duty is administration in ons form or another,
and equally amezed at the ampunt of time spent on administration all along the chain of command,
I an eonfident that imposing savings in both mambers of personnel and in funds can be mde if an
orgapdiation slong the lines proposed is adopted and the Deputies held striotly aeccountable by
tht Mtor.
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v 10, Yeu will observe that the proposed orgenization embodies e change in titles from that
.. now employeds A% presont, we have in the Agenoy two Directors (one bearing the title Director

- ~of Training), #¥ Deputy Directars (one being the Deputy Director of Central Intelligenes),

" “Sipe Assistant Dinotors, and an Yepidemic” of Chiefs, smany of whom are ptaff officers only, yet
injeat thesidelves into the chain of cemmeni. Under the proposed organisation theve would be only

ons Divester, two Deputy Directors, ten Chiefs, and an indeterminete mumber of Vice~Chiefs, This

titliag vill, I beliswe, oconform more nearly to sowd organisational proocedures, and vest in the

Andividuals prestige sonformable to thelr responsibilities. ‘ SRR A
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\X ,
1 BI‘IJ "Gep. Carter,fWeldon
" Clarke;‘3 who Ji‘etirera Tyesday
9 .

& ; Ken- ‘
E ':} Na \xognal
: ©GU d-in.-l 16.
- g{_e A]th‘ough -His{
. baslc\branch of Sprvice was the
= - Signal® ‘Corps, much of his ‘work
~*his beenqn mtelhgence SRR
During orld’ War 11, he was
one of the\Army’s outstandmg
_operators in‘that field -and held
‘many top p sitions, including
. that of chief,

During the;} réSidential
campaign, General. Clarke was!
the "confidentidl courier em-
ployed by General Marshall to

_transmit the now famous Dew-||.
_ey-Marshall correspondence re-||

: gardmg the“Péarl” Harbor ineT
“.véstigations. Earlier, ‘General
Clarke .conducted. three special

mvestlgatlons of the Pearllf

" Harbor "attack: for . Chief - of
Staff. Marshall prlor to Army-

Navy and congressmnal mvest- .

igations.

. From 1950, to 1953 he served
as commandmg ‘general, South—
‘western -Command, Armed
Forces, Far East. On June 25,
1952, the second anniversary of

“the start of the Korean War, he|f

_ was the victim of an acid-throw-
ing incident by 'Korean and
Japanese Communists at Suita,

"~ Japan. He received burns on/|
the face ‘and chest whjch . re-

. sulted in his hospltahzat on for
several weeks.

" His most recent assxgnment

- was in the- oﬂice of Chief of
Staff  here. = After retirement
Tuesday, General Clarke plans
to remain - in - Washington,}

. where he llves Wlth his wife/

~at the Westchester Apartyi
_ inents. . ' ‘
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